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ABSTRACT

The Libertyville Fire Department was encountering problems of ingtability and change resstance
because a number of changes that occurred within the last three years. Leadership succession coupled
with the privatization of a new dtation threatened organizationd pardyss. The purpose of thisresearch
project was to measure and improve the change-readiness of the organization. The research used both
higtoric and evauative methodologies, including survey research. Anayss of the literature concerning
organizationd change was dso undertaken. The following research questions were considered:

1. What information can organizationd change literature or research offer regarding the

changes occurring within the Libertyville Fire Department?

2. What isthe level of change-readiness or change-acceptance of the active members of

the Libertyville Fire Department at the onset of this study?

3. What isthe level of change-readiness or change-acceptance of these members following

an intervention designed to enhance these characteristics?

The procedures included an extengive literature review, initid surveys of the department’s
members, a SWOT (Strength, Weakness, Opportunity, Threat) andyss of the department, and afina
gpplication of the surveys. The results found that the department was dready change-ready with the
strongest measure of thistrait exhibited by the chief officers and the lowest measure by the lieutenants.
The intervention of the SWOT andysis did not gppear to have any significant impact. The study
recommended that organizationa change-readiness was preferred to change management; visonary
leadership and a strong supportive codition were critica to success; and succession strategies and

lieutenant change-traits needed to be devel oped.
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INTRODUCTION

In the summer of 1995, the man who had been the fire chief of the Libertyville Fire Department
for the previous 26 years retired. While a 23-year veteran of the department was promoted to chief
from within, by the summer of 1998 al three assstant chiefs had dso retired, aswell as a senior
lieutenant. Additionaly, under the direction of anew mayor, athird fire station was opened employing
contractud firefighters. The resulting changes have threatened to paralyze the department. The problems
facing the Libertyville Fire Department were directly related to these rapid changes. Leadership
succession or privatization would have been significant issues done. Combined, they tore at the very
fabric of the organization.

The purpose of this research was to evduate the ability of the department to dedl with these
changes, and to ascertain whether a particular intervention could assist in this process. The research
employed both higtoric and eva uative research methodol ogies. Literature regarding organizationa
change was examined in order to develop the theoretic and ana ytic foundations upon which the
department would be assessed. Department members were then surveyed regarding their attitudes for
change both before and after an attempted intervention. The following research questions were pursued:

1. What information can organizationa change literature or research offer regarding the

changes occurring within the Libertyville Fire Department?

2, What isthe level of change-readiness or change-acceptance of the active members of

the Libertyville Fire Department at the onset of this study?

3 What isthelevd of change-readiness or change-acceptance of these members following

an intervention designed to enhance these characteristics?



BACKGROUND AND SIGNIFICANCE

The Libertyville Fire Department was established in 1895, one year after a conflagration
destroyed much of its downtown. From thistime until 1969, the department conssted of roughly 20 to
30 volunteer firefighters and operated out of a single fire station located in its downtown area. From
1912 until 1969, only five volunteer fire chiefs led this organization with an average tenure of 11 years.

Asthe Village of Libertyville began to loseits rurd flavor to the suburban nature that it shared
with agrowing number of communities in the Chicago region, the village hired afull time fire chief. The
year was 1969, and within ayear, Chief Reitman had convinced the Village to hire four full time
firefighters. Hired in 1970, these men performed routine station and equipment maintenance, and
conducted fire prevention ingpections on a40-hour per week format. Ther daytime availability
complimented the availability of the volunteers during the evening and weekend.

In 1971, the chief convinced the village to hire three additiona personnd and began three 24/48
hour shifts with two firefighters per shift. Even though al seven of these firefighters were hired from
within the volunteer ranks, the change to career personnd as well as some policy changes, for instance,
beer was no longer dlowed in the fire Sation, the department had undergone its most significant change
inover 70 years.

The next mgjor change occurred within the department in 1976. Hiring five new full time
firefighters, some of whom came from outside the volunteer department, the organization ventured into
paramedic services. Even though Libertyville was one of the first departments in the region to enter this
areng, it had arather long history in emergency medicine. For decades, members had been trained in

firg ad. Unlike many fire departmentsin the county, Libertyville maintained equipment such asa



resuscitator, and as aresult was caled upon by its neighbors to respond to mutual aid requests. The
move to paramedic services was facilitated therefore, by an established commitment to the field of
emergency medicine as afunction of the fire department. This commitment was augmented by the
zed ous endorsement of the department’ s leadership, and by the voluntary participation of a sgnificant
number of career and volunteer personnd in the requisite training. Therefore, while the move to
paramedic services was a sgnificant change in personnd and mission, it was met with little resstance
and it was more of an incrementa than large-scale change.

For nearly the next 20 years, the department grew incrementally, expanding personnel and
services under aconsistent leadership cadre. Even when the department abandoned its downtown
headquarters station in favor of atwo-<tation operation in 1991, the move created chalenges to the
gtatus quo, but generally resulted in minor and paatable adaptations in operations, responses, personnd,
and communications. A mgor shift from this stable environment occurred in 1995 and continues through
today.

After 26 years as the department’ s only full time chief, Chief Reitman announced his retirement.
The three assgtant chiefs at thistime had each served in their positions for the previous 15 years, and
two were seeking the chief’ s position. Because of the department’ s unwritten policy of maintaining shift
gability, and the chief’ s “hands off” gpproach to shift management, each shift had developed a distinct
nature or culture that reflected (or was reflected by) its assstant chief. Since the shift differences were
ggnificant, by hiring from within there was the risk of at least increasing the anxiety of some personned, if
not their dienation. Of course, the same would potentidly be true if an outside candidate were hired,

however, hiring from within would necessarily bring a change in the balance of power to the



organizetion.

On June 1, 1995, the village promoted the assistant chief who headed the division of
adminigrative services to the position of chief. Among hisinitid assgnments were, firg, to improve the
marketing of the department, and second, complete atask force report regarding the development of a
third fire sation outside the village, but within the bordering fire protection digtrict with whom it supplied
services by contract. The day-to-day work of the department continued without significant changes with
the shifts and their leaders were lft intact during the trangtion. Coincidentally, but significantly, the
individua promoted to fill the new chief’ s absented assistant chief’ s position was his closest persond
friend. Additionaly, in 1995, a lieutenant with 20 years experience retired. The changesin leadership
had only just begun!

In 1996, the assistant chief in charge of the support services divison left the department with a
heart and lung disability after 29 years of service. In the same year, the last one of the group of origind
seven shift firefighters retired with 28 years of experience. 1n 1997, the last of the origina assstant
chiefs, the one who had unsuccessfully competed for the position of chief, retired to assume achief’s
position out-of-state. Less than ayear later in 1998, the assistant chief who had just been promoted in
1995 retired because of a conviction of vehicular reckless homicide. The same year, a senior lieutenant
and staunch supporter of the assstant chief who took the out- of-state chief’ s postion, retired and took
achief’s position in a community acouple of hours avay. Therefore, in less than three years, the
Libertyville Fire Department went from an officer corp with achief of 26 years, assstant chiefs each
with 15 years in position, and three lieutenants with over 20 years of service, to an officer corp with the

chief having three yearsin postion, and al the other officers (three assstant chiefs and seven lieutenants)



having less than three yearsin rank.

While leadership succession was causing unprecedented change, that was not dl that was facing
the department. To better market the department, the new chief implemented block party and
neighborhood picnic participation by station personnd. Cul-de-sac drills were dso initiated, and the
Friday lunch period was interrupted during the summer months so members could participate in the
popular downtown “lunch-in-the-park” program. Simultaneoudy, annua performance evaluations were
adjusted to reflect the changing goas and vaues of the department and a more uniform, less generous,
set of metrics were established. In 1997, thefire chief and police chief successfully argued before the
board of fire and police commissoners that the merit and efficiency component of promationd testing
ought to be increased from 10 percent to 30 percent. Thisincrease came at the expense (decrease) of
the seniority and written components of the process.

While numerous reasons have been offered, it can be assumed these stresses and strains, fears
and anxieties, and deviation from the status quo caused at least one-third of the department’s
firefighter/paramedics to seek union representation in October 1997. This adone has caused increased
divisveness within the department, as the other two-thirds of the department wrestle with the
implications. To add further to the ingtability, in May 1998, the village opted to staff the newly opened
Station #3 with private contractud firefighter/paramedics. This program is arguably the most sgnificant
changein the 103 year history of the department.

The decison to privatize Station #3 was unrelated to any of the previous changes, but was the
result of acrigsitsdf. The village and fire protection district had operated under aformula- based

contract for over 40 years with little difficulty. However, the fire protection didtrict had autonomoudy
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begun congruction of Station #3, and was now pushing to staff it. This caused the village to reopen the
contract. Heretofore, costs had been roughly split 65/35 with the village and didtrict paying their
respective percent of the total. The village balked at the prospect of hiring at least 12 personnel, none of
whom would be actualy working indgde the village. The village dso overestimated the time it would take
to build a ation. Due to nuancesin Illinois law, municipdities were bound to bid competitively for most
magor expenditures, while fire protection districts were not. Therefore, even though the village had the
experience of just building two fire stations only seven years earlier, the didtrict was able to build its
gation in a much shorter time. This accelerated construction and the reopening of the contract schedule
led to a Stuation where the building was going to be completed, but there would be no one to gt&ff it. As
aresult of this dilemma, private contractors were employed with a one year contract which will expirein
April 1999. While the members of the department have yet to vote on union representation, al members
are anxious to see what action the village will take in the new budget, which will take effect in May

1999.

This research project addresses the issue of change within the Libertyville Fire Department,
particularly asit relates to the capability of the organization to respond to non-incrementa, unforseen
changes. Change and change-resistance are issues andyzed in the Strategic Management of Change
course given a the Nationa Fire Academy. This research project will in fact use measurement
ingruments from that classin order to ascertain the change- readiness of the Libertyville Fire
Department. It is hoped that the measures and Strategies developed for improving organizationd
response to change in the Libertyville Fire Department can be of assistance to other communities and

their departments.
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LITERATURE REVIEW

Niccolo Machiavdli once said, “ There is nothing more difficult to take in hand, more perilousto
conduct, or more uncertain in success than to take the lead in the introduction of anew order of things.”
(Stewart, 1994, p.106). Y et we livein atime when it would appear that we have no option other than
to dedl with this “difficult...perilous...uncertain” venture of change. Indeed, it seemsto be the nature of
things today. Consider the following, “It is not too much to say that in these respects more has been
done, richer and more pralific discoveries have been made, grander achievements have been redized in
the course of 50 years of our own lifetime than in the previous lifetime of the race.”” (Duening, 1997,
p.5). Changeisinevitable (DiRis0, 1996), yet difficult (Lewis, 1998), and if past trends are any
indication, the rate of change will only increase (Pascale, Millemann and Gioja, 1997). In fact, it has
been argued that revolutionary changes are both inevitable and natura (Greiner, 1972; DiRisio, 1996;
Wagner, 1995; Frost, Gannardlli, Hunt, DeRaad, 1995). Some authors have argued that change has
aways been with us, and that we are Smply overreacting to the clams of the latest business fads
(Greiner, 1972), (Pascale, Millemann, Gigja, 1997; Organ, 1997; Duening, 1997). As evidence, they
point out that the quote earlier in this section regarding the amount of changein the last 50 years was
actudly written in 1868 (Duening, 1997). They would have it that today’ s assertions regarding any
uniqueness of the modern stuation is smply aggrandizement. Therefore, from this perspective, in order
to dedl with today’ s changes, we should not discard old, tried and true methods (Organ, 1997;
Clement, 1994). Change should be attempted dowly and moving quickly only invites peril (Duening,
1997). On the other hand, other authors, including Tom Peters, argue that the changes we encounter

today occur only once every 200 years (DiRisio, 1996; Bottoms, 1995). From this perspective, radica
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new strategies must be employed if we are to meet today’ s chalenges. These certainly cannot be
incrementd in nature (Pascae, Millemann, and Gioja, 1997).

Whether change is continuous or discontinuous, evolutionary or revolutionary, may not be so
much the issue as is modern organizations failure to ded with it. Despite the current pervasiveness of
change, noted author Meg Whestly surveyed 300 senior executives and found that only 18 percent of
organizationa change efforts yidded subgtantia positive results
(Brown, 1994). In smilar findings, Stewart reported a failure of 2/3 of TQM programs (Stewart,
1994), while Kotter stated that few of the change programs he studied have been very successful, and
50 percent were failures (Kotter, 1995). Modern organizations must ded with change more effectively.

Just as change isinevitable, resstance to change also seems universal. Indeed it is said that the
only person who welcomes change is awet baby, and even those employees who claim to embrace
change only do 0 if the anticipated change does not affect them (Mariotti, 1996).

Because of this recent inability to successfully manage organizationd change, the literature has a
plethora of strategies desgned to improve performance. Pardlding the aforementioned diversity of
opinion as to the nature of today’ s change, authors differ on their opinion vastly on the nature of these
drategies. A minority of strategies endorse programs which do not attempt to dter an organization's
culture, but rather prefer to work with and through it. Incrementaism, commitment, and follow through
are coupled with long time-frames, typically five to ten years (Stewart, 1994). The vast mgority of
today’ s organizationa change literature cdls for the formation of completely new organizationa
sructures that are less command and control in form (Pascde, Millemann and Gigja, 1997), aswell as

less hierarchicd (Lester, 1998). The old Newtonian, mechanica view of organizations which counted on
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force or enticements and suggested to be inept in today’ s environment, and amore organic form
favoring more information and respongibilities to lower level employeesis evolving. For ingance, it is
argued that Whestly’ s * de-engineering” srategy is descriptive of the Army’s NTC moded whereitis
critical that the “big picture’ is conveyed to the smalest units where decisons “in the trenches’ must be
made (Pascae, Millemann and Gigja, 1997; Brown, 1994). In this view, the idea of a change program
isan oxymoron (Sater, 1995). Managing change is not enough (Lewis, 1998). The organization must
develop a change-ready philosophy that embraces adaptation (Mariotti, 1997). This continua
transformation-embracing approach is needed if we are to succeed when employing TQM, re-
engineering, and other initiatives (Drellinger, 1994). Furthermore, it is suggested that this process must
be continud. “ Painting the bridge” is an expression referring to how large bridges like the Golden Gate
are anever ending renewa process, this reflects the nature of what our organization must become

(Pascade, Millemann and Gioja, 1997).

To become such an organization, some traits are gpparent. The most important of theseisa
strong leadership and support for change within the management corp. Without adequate leadership or
the support of management, change efforts are bound to fail (Kidly, 1995; Sheridan, 1998). Without the
commitment from the top of the organization through the line supervisors, credibility with employees will
diminish, and the resultant employee resistance and fear will be the nemesis of any change effort
(Drellinger, 1994). While some authors seem confused about the cliche, they agree on the concept that
change must come from leaders and managers who “wak-the-wak” (Dougherty, 1997), or “walk-the-

talk” (Kotter, 1995). In either case, change is recognized as a top/down phenomena (L ester, Piore and
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Malek, 1998; Dreilinger, 1994; Sheridan, 1996; Strebel, 1996). Curioudly, it is frequently the senior
managers who demongtrate the greatest resistance to change, often because they are promoted or
recruited to enhance the tatus quo. That is why new leaders will often be recruited from outside the
organization and many senior managers leave (Greiner, 1972). The change leader must therefore be
prepared to begin adone and communicate the need for change. The change leader needs to
communicate openly and build a collaborative support for change (Clement, 1994). It iscritical that
there be trust and a vison upon which a momentum for change can build (Dreilinger, 1994). An
ingpirationa leadership whose roots are found in Plato (Wagner, 1995) must transmit the core values
and vison for changeif the processis to succeed (Reynierse, 1994; Clement, 1994; Duening, 1997).
Additiondly, in order to succeed, the change leader must build a supportive codition with a critica mass
which will carry the message through the organization (Kotter, 1995). This codition typicaly conssts of
senior managers, and the change leader must be prepared to answer the “whys’ of the needed change
(Sheridan, 1996). This codition must then carry the message of change throughout the organization,
eliciting support from at least one in ten employees (Moskad, 1997). Ultimately, much of this
communicative effort must be one-to-one (Fisher, 1995), and the importance of line supervisorsin the
process must not be underestimated (Lakin, 1996). Even when the processis of such atrickle-down
nature, the need for the presence and support of the visonary leader is not diminished. The leader and
the vision can be tranamitted throughout the organization by large scae events such as town meetings
(Strebel, 1996; Brigham, 1996). Change requires cretivity, and credtivity isasocia process (Ledter,
Piore and Malek, 1998). To change the very fabric of an organization, to transform it, requires new

compacts with employees (Strebel, 1996). The change leader must be trusted (Dreilinger, 1994), must
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stay focused (Fisher, 1995), and must remain visble. Thisis not ajob to relegate to consultants or
marketing types (Kiely, 1995).

In addition to spreading the vision and the need for change, the change leader must demondtrate
the organizational commitment by providing inditutional support (Hairston, 1996). The change leader
will know that employee involvement is critical. Founded upon Aristotl€ s tenets of empowerment
(Wagner, 1995), smd| groups which are ready for change must be given the power to effect it (Smith,
1994). Following the tenet that a“rising tide raises dl ships’, the change leeder must be willing to
discuss problems with change-ready employees and let them seek solutions (Reynierse, 1994).
Similarly, there should be reinforcement of change initiatives in annua performance reviews. Leadership
defines what succeeds and therefore, what is to be measured (Lewis, 1998). It is not unreasonable then
that performance evauations support those behaviors needed for the “new” organization (Kotter,
1995). Smilarly, great attention should be paid to who is hired and who is promoted (Lewis, 1998).
Attitude and behavior traits that support the new vision must be consdered. Finaly, change leadership
must understand the change resistance of some employees and must be prepared to transfer, “retire”, or
dismiss those empl oyees who sabotage the program. In some instances, this has accounted for up to
one-quarter of the workforce (DiMattia, 1997).

Recognizing the importance of leadership to change programs, it is germane to this research
project regarding the Libertyville Fire Department to also describe the impact of a change of leadership
as a change agent itsdf. When anew leader takes over an organization, it is often atime of increased
hopes, anxieties, and uncertainties. In fact, it may be one of the most difficult times for an organization.

The sense of loss may result in a psychologica didocation and followers may fed a sense of betrayd
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and anger, especidly if the leeder was a corporate hero in their eyes. Factions within an organization
may tart or grow during this leadership succession. Dependence and affection for the leeder who has
left and hig’her followers will be re-aligned, and not aways toward the new leader (Drellinger, 1994).
Leadership succession, therefore, is a consderable change agent in and of itsalf, and can add
sgnificantly to organizationa turmoail.

If there is disagreement in the literature regarding strategies for organizationd change, it is
regarding the importance of turmoil or chaos as a change agent itself. On one hand, we recdll the earlier
assartion that the only person who looks forward to change is awet baby (Mariotti, 1996). Along a
amilar vein, Samue Johson once said, “When aman knows heisto be hanged in afortnight, it
concentrates his mind wonderfully.” (Fisher, 1995). Urgency fosters change (Strebel, 1996; Kotter,
1995). Change doesn't happen without pain (Bottoms, 1995), and generdly, the public sector doesn’'t
fed the pain fdt in the private sector (Dougherty, 1997). The example of tenure from indtitutions of
higher learning pardld firefighters civil service protection. It is argued that tenure indtitutiondizes not only
job security, but aso change resistance (Dougherty, 1997). From this viewpoint, employees with tenure
do not have the motivation to change.

Thereis another way of viewing tenure, however. Because employees have job security, it is
argued that they can be more creative and more risk taking than their counterparts without such security
(Gillilannd, 1997). These are aforementioned attributes of change-ready organizations. It then becomes
a question of how best to motivate such employees. If fear or acriss are not available as mativators,
then position-based strategies need to be employed (Frost, Gannarelli, Hunt and DeRaad, 1995).

Returning to the concepts of inspirationd leadership, core vaues, misson and vison, good
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communications, and work force involvement, change can be interndized.

The assumption of the need for pain can be minimized (Reynierse, 1994). Optimism not criss
prevailsin this scenario (Kiely, 1995), and dow, incrementa changeis preferred over the peril invited
by rapid change (Duening, 1997). While these differing strategies regarding the parameter of urgency
offer sound reasoning, it may well be that the choice of strategy may be more determined by
circumstance than design.

PROCEDURES

The firgt stage of the research procedure for this project was areview of the literature on
organizationa change. The articles for this review were obtained from the Info Trac 2000 Database.
Thisis acomputer database of several hundred periodicas, magazines, and newspapers published from
1994 through November 1998. Accessto Info Trac was made through the Internet access and
subscription of the Cook Memorid Library in Libertyville, Illinois, during the month of November 1998.
At the same time, related books were aso obtained through this facility and itsinterlibrary loan
provisons. An additiond Internet search was performed using the AOL-Net Find search engine of
America On-Line. This search was performed on both office and home persona computers. The books
and articles identified during these searches were reviewed for their gpplicability to the literature and
results section of this paper.

The second stage of this research procedure for this project was the administration of two
surveysto the full-time, uniformed employees of the Libertyville Fire Department during the month of
September 1998. Thisincluded the private contractud firefighters recently hired to Staff Station #3.

Therefore, the group to be surveyed included 30 civil service officers and firefighter/paramedics as well
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as nine private service contractud firefighter/paramedics. These surveys were obtained from the
Nationa Fire Academy’s course entitled Strategic Management of Change which was attended by this
author in the Spring of 1998. These surveys were chosen to measure the change-readiness of the
department’ s employees. The surveys and a scae interpreting the results are available for review in
Appendix A . Since the department was aready participating in an internd cusomer satisfaction
program, it was neither unusua for the Chief to be meeting with the employees persondly, nor was it
unusua for them to be asked to participate in a survey. The format for these meetings was that
personnel from al three stations would convene in the headquarters training room during aregularly
scheduled training period for that shift. The meetings were held on three consecutive daysin order to
meet with each 24-hour shift. Members not available on these days did not participate in the survey.
The third stage of the research procedure for this project was a series of questionnaires and
meetings designed to dicit the civil service members assessment regarding the nature of the
department’ s strengths, weaknesses, opportunity, and threats. This process, referred to as SWOT, has
been referred to often in various fire training venues, but had not been employed at Libertyville prior to
this effort. The members were aso polled regarding their opinion of the department’s misson and
vison. Explicitly, one meeting was held on strengths and mission, followed severd weeks later with a
meeting on weaknesses and vision, and finaly, several weeks later, there was a meeting regarding
opportunities and threats. A copy of the questionnairesis found in Appendix B. During each of these
meetings, the Chief acted as both leader and facilitator of the discussions. These meetings were attended
only by the cvil sarvice, full-time employees of the Department; the private contractual employees were

excluded. Three reasons are offered for this excluson. Firg, it was felt that they were too new to the
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organization to have developed an “insgder’s’ opinion. Second, since it was understood that the
contract for private contractua firefighter/paramedics was a mgor source of the tensons that the
Department was experiencing, their presence would have stifled open discussion. And third, by
excluding a portion of the workforce from an intervention such as SWOT, this group of employees
could be treated as a control group, if that became desirable.

The fourth and find stage of the research procedure for this project was the administration of
the origina survey indrument a second time to al full-time employees, including the private contractua
employees. This occurred near the end of November 1998. The procedures were the same as those
described in the second stage of these procedures.

The limitations inherent with these procedures pertain mostly to the sample size. Because there
are only 39 possible subjects, loss of subjects on survey dates or during SWOT presentations
threatened Satidtica vdidity. Sample size aso denied any substantive descriptive Satistics being
employed for subsets of the sample, such asthe chief officers.

Another sgnificant limitation isthat what we are atempting to measure are attitudes regarding
change. Attitudes are not behaviors and evauating the nature of the attitudes regarding change need not
correlate to how members behave when the change affects them directly. Nor can it be assumed that
any change in attitudes during the test period can be ascribed only to the designed intervention. Other
events occur, including those of a persona nature, that can be significant. During this study a number of
members were dedling with the discovery that they were about to become parents while others were
involved in divorce proceedings. Such changes in persond affairs could easily overshadow aworkplace

intervention.
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Findly, thereisalimitation in assuming that the aggregation of individua attitudes conditutes an
organizationd trait. Socid entities are not the smple sum of their condtituent parts. Assertions regarding
the change readiness of an organization, abeit important conceptudly and practicaly, cannot be totally
accepted on the basis of these surveys done. Notwithstanding these limitations, this process will be of
vaue as an initid assessment and as a Sarting point for the sustained efforts required to bring a new
culture of organizationd readiness.

RESULTS
At the beginning of this research project, three research questions were identified. The results of the
research are:

1. What information can organization change literature or research offer regarding the

changes occurring within the Libertyville Fire Department?

Overwhelmingly, the literature supports the concept that successful organizationd changeis
more likely if it isatop-down phenomena. Since recent changes have included a succession criss
caused by unexpected retirements, and unplanned privatization efforts, the idea of aleader-led change
management program would appear faulty. Rather, the literature which supports the move away from
change management toward a transformationa organizationa philosophy would appear more
gopropriate for the Stuation in Libertyville. Crissdid not need to be manufactured to cregte a sense of
urgency, it was thrust upon the organization by unforseen forces. This, however, does not diminish the
need for atop-down effort. Inspirational leadership that can project a postive misson and vison is
needed to develop a change-ready organization. The change leader must dso be able to build asolid

codition, preferably among senior managers while dso maintaining a presence among the rank-and-file
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to bring the message of change throughout the organization. Face-to-face communications through large
scae events, such as whole organization “town meetings’, need to be employed. The leader must
edtablish trust and demondtrate a willingness to lead by example, to be willing to “wak-the-talk”. This
fact must be demonstrated throughout the management corp. Additiondly, the leeder and guiding
codition must listen to employees concerns, answer their questions honestly, and be prepared to
empower employee efforts to meet the challenges of the new organization. Celebrating small victories
will fud future efforts and buffer faillures. Performance reviews, hiring selection, and promotions must
reinforce the traits that make the organization more adaptable and ready for change. Finaly, leedership
must remain focused and recognize that inditutionalizing change requires patience. While it may take the
disruption of leader succession 18 months to three years to cam, substantive organizationa change may
take five to ten years to become part of the organizationa culture. Organizationa |eaders, managers,
and rank-in-file must learn to accept such atime frame or fdl prey to the disenchantment which comes
from moving from program to program without seeing fruition of any of them. Thisliterature spesks well
to the challenges facing the Libertyville Fire Department and many of our colleaguesin the fire service as
we gpproach the new millennium.
If our organizationa change program follows the tenets found in the literature, there is reason to believe
that it will be successful.

2. What isthe level of change-readiness or change-acceptance of the active members of

the Libertyville Fire Department at the onset of this study?
As mentioned earlier, two surveys were administered to the active members of the Department

in early September, the onset of this study. Each member was assigned a number which would be used
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throughout the study. The surveys were graded twice by different individuas to insure their accuracy.

Tabulated scores were entered intro a Quattro Pro v.7 spreadsheet. These results are reported in

Table 1 under the columns designated Test 1.1 and Test 2.1 of the Reaction to Change Inventory and

the Type O/Type D Questionnaire respectively. Sub-grouping found within the table conssts of :

Table #1 Sub-Groups

ID Designation

Chief Officers & Fire Marshd (FM) 1-5
Lieutenants 6-11
Private Service FF/PMs 12-20
Civil Service FF/PMs 21-39

Of the 35 respondents, the mean for the Reaction to Change Inventory was 43.14 which
corresponds to a high leve of support for change. The gpplication of descriptive satistics for this
measure while available in Table 1 is of questionable sgnificance. Since respondents are alowed the
latitude of responding to as many word associations as they desire, an inordinate range exists.

The mean for the Type O/Type D Questionnaire was 39.68 and corresponds to a Moderate

Type O. The standard deviation is 5.53. Scores of subgroups were:

Sub-Group Test 1.1 Test 2.1
Chief Officers & FM 52 40.6
Lieutenants 22 415
Private Service FF/PM 51 39

Civil Service FF/PM 44 39

Using the Reaction to Change Inventory, the chiefs and the private service FF/PMs are seen as
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most change ready groups with a strong support for change. Next there is the civil service FF/PMs
who aso show a strong support for change but less than the first two groups. On the other hand, the
lieutenants are seen as demonstrating moderate support for change, and are located near the lower end

of that scde. Table 1 follows:

Change Readiness of the Libertyville Fire Department

Reaction to Change (Test 1) and Type O/Type D (Test 2)

1.D. Test 1.1 Test 2.1 Test 1.2 Test 2.2
1 70 43 60 44
2 60 32 70 33
3 50 30 60 34
4 80 45 70 42
5 -30 53 -20 49
6 20 33 70 31
7 -- - -- -
8 60 43 70 48
9 20 40 40 37
10 50 44 40 43
11 - -- 20 41.5
12 10 34 -- --
13 30 37 100 43
14 -- -- 90 28
15 - -- -30 59
16 90 37 10 45
17 20 36 -- --
18 50 36 30 40
19 80 12 80 41




Change Readiness of the Libertyville Fire Department
Reaction to Change (Test 1) and Type O/Type D (Test 2)

20 80 30 50 34

21 -20 53 - -

22 70 43 40 43

23 50 39 - -

24 80 38 80 36

25 20 38 -10 44

26 10 42 30 43

27 10 38 30 35

28 30 46 30 44

29 0 43 10 48

30 60 42 50 42

31 70 30 - -

32 70 40 80 41

33 20 43 10 44

34 80 41 40 40

35 20 44 40 45

36 40 41 50 42

37 60 38 60 36

38 30 41 20 39

39 70 34 - -

Column 1.1 Column 2.1 Column 1.2 Column 2.2

Mean 43.14286  39.68571 42.8125 41.07813
Standard Error 5.198116  0.934647 5.55824 1.058784
Median 50 40 40 42
Mode 20 43 40 43
Standard Deviation 30.75247  5.529448 31.44215 =5.989385
Variance 945.7143  30.57479 988.6089 35.87273
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Range 120 23 23 31

Minimum -30 30 -30 28

Maximum 90 53 100 59

Sum 1510 1389 1370 1314.5

Count 35 35 32 32

Confidence Level (0.95) 10.188 1.832 10.893 1.838

Pearson’s Corr for -0.40395 Pearson’s Corr for -0.60416
Test 1.1 & 2.1 Test 1.2 & 2.2

Table 1.

Using the Type O/Type D Questionnaire, all four groups scored closely as Moderate Type O. Those so
designated view change as natura and they are patient and understanding with the consequences.
However, they sometimes need along time to recover after adversity or disappointment.

While these two descriptions depict organizationd members who seem change ready they differ
in degree. A Pearsons Correlation was performed on the data and found to be -0.40395, showing little
or no correlation between the two measures.

3. What isthelevd of change-readiness or change acceptance of these members following

an intervention designed to enhance these characteristics?

During the months of September. October and November 1998, civil service, full-time officers
and firefighter/paramedics performed a SWOT andysis of the Departments strengths, weaknesses,
opportunities and threats. While a content analysis of this effort is summarized in Appendix C, both the
greatest weakness and strength of the Department were noted to be its personnel. Morale was waning,
interpersona squabbling was distracting as was inter-shift rivaries. A minority expressed amistrust of
management and thought their work was demeaning. Smultaneoudy, the youth, enthusiasm, talent,
commitment, and even the leadership and management of the Department were cited asits mgor

drengths. The Chief introduced each meeting, led opening comments, and then facilitated the ensuing
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discussion. Particular effort was made to listen, to encourage openness, and to respond affirmatively.
Where smple solutions were forthcoming, changes were indtituted in short order and their success
celebrated at the next meeting. For instance, during the discussion regarding weaknesses , many
members expressed concern that al the changes toward marketing the Department had come at the
expense of training. Training normally occurred after lunch and employees suggested that it be alowed
to be scheduled firg thing in the morning. By the next meeting, the change had been indtituted and a
particular effort made to positively reinforce not only the product but aso the process.

Following the meetings of the SWOT effort, dl employees were again surveyed, including the
private contractud firefighter- paramedics who did not participate in SWOT. The surveys were dso
graded twice by different individuals to insure their accuracy. Tabulated scores were entered intro the
origind Quattro Pro v.7 spreadsheet.  These results are reported in Table 1 under the columns
designated Test 1.2 and Test 2.2 of the Reaction to Change Inventory and the Type O/Type D
Questionnaire respectively. Of the 32 respondents, the mean for the Reaction to Change Inventory was
now 42.81 which again corresponds to a high level of support for change.

The mean for the Type O/Type D Questionnaire was now 41.078 and corresponds again to a

Moderate Type O. The standard deviation is5.989. Scores of subgroups were:

Sub-Group Test 1.2 Test 2.2
Chief Officers & FM 57 37.66
Lieutenants 23 42.66

Private Service FF/PM 42.85 41

Civil Service FF/PM 47.5 41.16
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Using the Reaction to Change Inventory, the chiefs now singularly are seen as most change ready group
with astrong support for change. Rather than due to the SWOT process, it is far more likely thet loss of
two respondents at the time of the surveys was a more reasonable cause for theincrease. Next thereis
the civil service FF/PMs and private service FF/PMs show a strong support for change but less than
the chiefs. Again, the lieutenants are seen as demonstrating moderate support for change, and are
located near the lower end of that scale.

Using the Type O/Type D Questionnaire, al four groups again scored closely as Moderate
Type O. Restating, those so designated view change as natura and they are patient and understanding
with the consequences. However, they sometimes need along time to recover after adversity or
disappointment.

Once again, these two descriptions depict organizational members who seem change ready but
they reflect differing degrees of readiness. A Pearsons Correation was performed on the data and
found now to be -0.60416, showing somewhat more correlation between the two measures, but il
lacking sgnificance.

The data appears to consstently find that the Libertyville Fire Department is a change-ready
organization, with strong support for this position from the top. What isless clear iswhether the
intervention of the SWOT had any sgnificant impact. Considering the means, sandard deviations, and
confidence intervas of the results, descriptive statistics would imply that no significant change occurred.

On the other hand, when viewing individua scores, there may be evidence of individua impact. Since
the literature suggests that building a supportive codition is critical, and since there isa desire to have a

1:10 ratio of supportive employees throughout the organization, these individua impacts may be far
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more important than a descriptive gatistic to the overdl hedlth of the organization.

DISCUSSION

The higtorica andysisin thisresearch project suggested that a number of events over areatively
short period of time have caused ingtability within the Libertyville Fire department over the last three
years. The literature supports the serious impact that broken leadership, or leadership succession, can
have on an organization. During the SWOT discussions, civil service personnd relayed the percelved
threat that private contractua personne were athresat to their jobs, and the literature is ripe with the
problems caused when a workforce perceivesthat it is about to be downsized or re-engineered. The
department has been organized around, and follows a tradition of, a command and control hierarchica
sructure which the literature has suggested is resstant to the types of open communication, employee
participation and empowerment that is necessary for a change-ready organization.

The surveys administered during this research project suggest thet the leedership of the
organization, as defined by its chief officers, are the most change-reedy in the organization and that
overdl both instruments imply that the organization as awhole is generaly change-ready. Thisis
consstent with the findings of others who report that adaptive organizations get to that status by
top/down initiatives. These include “walking the talk”, celebrating smdl victories, reinforcing core
vaues, and hiring and promoting personnd with the right traits. Prior to this study, the leadership of the
department began open and frank weekly meetings which included misson and vision reassessmernt.
They ingtituted two recognition programs, one for the exemplary and one for the smple day-to-day acts

of kindnessthat affirm al of us. They dtered annud performance evauations to reflect the incorporation
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of core vaues, and have tripled the importance of these factorsin promotional processes. Thet the
literature of organizationa change would spesk directly to these efforts as change enhancing, after they
were indituted, is testament to the positive impact that leadership has had upon the organization to date.
One can only imagine what behaviors may have ensued had the members of the department
encountered the most recent assault to their status quo - the privatization of Station #3. On the other
hand, any change can produce stress and during SWOT it was aso discovered that anumber of those
aforementioned efforts to enhance our adaptability actualy met with resstance themsdves. It was
learned that at least one strategy of the union movement was to preserve the status quo, not only
regarding privatization but also promotions, performance and anumber of personnd issues. Whether
thisis contradictory to the fact that our surveys suggest that we are adaptable, or that thereisalimit to
our adaptability that we are gpproaching can only be hypothesized.

The literature dso suggested that organizationa |eadership needed to listen, be open to
employee participation, and evoke vison and misson in face-to-face aswell aslarge-scde events. The
principle behind evoking the SWOT process was to enhance meaningful bilateral communication. Since
the survey data does not support this singular effort over a three month period should not be a great
surprise (athough it would have been awelcome one!). The literature suggests that substantive
organization change takes years, there are no quick fixes or magic bullets. On the other hand, the
process is sound and, &t least in the subjective opinion of the author, the effort was worthwhile. When
externd changes are a hand, there may be a tendency for the chief to address them at their source -
externaly. Failure to communicate to the employees at this time can be misnterpreted, and aregular

program of SWOT andlyss and other smilar ventures would be beneficid.
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The literature meets the survey data at one find juncture when the subgroup of Lieutenantsis
consdered. The survey suggedts that they trail the rest of the department in their change-readiness.
They have been thrust from the rank-in-file into management only recently. What they might have
perceived the posgition to be is evolving every day as does the organization, so they have yet no “roots’.

Moreover, the literature suggests that they are integra to the adaptive organization. The are the daily
management contacts and their communication methods are mostly face-to-face. Employeeswill look
to them for guidance. Thereforeit isimportant that this group be targeted to enhance those traits that will
help them succeed in the new organization. More than their own issues are at Stake.

Theimplications to the organization are clear. The Libertyville Fire department must continue on
its path of incorporating a change-ready philosophy. The privatization issue is nether ephemera nor
eadly remediated vialabor negotiations. Leadership must step up its effort now that the issues are
delineated, but must recognize that along term consistent effort is required. Certain persondity traits
may lend themsdves to this philosophy more than others, and new candidates should be screened at
time of employment. Performance eva uations and promotion processes must stay the course despite
resstance to demondgtrate organizationd commitment as well as select the right leaders for the evolving
organization. The message must continue through the use of the newdetter, reward systems, SWOT,
and perhaps semi-annud large events (i.e whole department meetings, retreats etc.). All members of the
department must appreciate the need for patience. We will dl have to cope with uncertainty. As some
members of the department aggressively struggle to preserve the status quo, leaders has sometime
responded defensively and negatively. Espousing the opportunities thet lie in change, al members need

to work toward a more optimistic approach to the matter.
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RECOMMENDATIONS

Through both the literature search and evauative analysis conducted in this project, anumber of
recommendations can be suggested that could improve the change-readiness of the Libertyville Fire
Department.

Fird, it is clear that the greatest changes that the department have encountered in the last three
years have been unforeseen and unplanned. Therefore, the concept of planned change and the
management of resistance would be considered |ess appropriate than the concept of developing an
adaptive organization. Thiswould be an organization prepared to respond to both anticipated and nor-
anticipated changes  The literature suggests that this may be a more fortuitous pogtion to take in any
case. Organizationd change in this context is transformationd, not incremental, and the respongbility for
developing thistype of organization rests squarely with the leeder.

Second, to achieve such an adaptive organizationd transformation, the leader must espouse a
vison and amisson which ingpire the organization’s members. From the variety of responses
encountered in the SWOT process, it would appear thet thisis an area Libertyville Fire Department
needs to improve upon. Gregter clarity and a more communicative effort is necessary. Initidly, this effort
needs to be directed toward the department’ s senior managersin order to establish a guiding codition.

Third, the survey suggests that the department’ s Lieutenant’ s are lagging in their change-
readiness relative to the rest of the department. Because of the importance of these managers to the
adaptive processit isimportant to enhance those traits required to promote the change orientation.
Whileit could be argued that theirs is smply a maturation problem which will correct itsdf with time, the

grains that the department is now undergoing denies this option. The chief officers will need to
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concentrate particularly with this cohort by listening, empowering, and reinforcing change-ready traits
aggressively.

Finaly, to diminish the adverse impact of leadership successon, the department should
implement a scheme of officer and personnd shift rotations to diminish the importance of some of the
persond relationships between saff and adminigtration. Thiswill help to diminish the presence of
political and power shifts at the time of successon. Also, the chief officers should continue meeting
weekly in an effort to consolidate their management styles and discretion in an effort to present amore
consgtent and unified front. These meetings should aso be used to ad in self- and peer- assessment
regarding the chiefs commitment to trandformationa change and “walking the talk”.

In cloging it should be noted that even though the Libertyville Fire Department measures well in
its change-readiness, ingtability by outside forces continue to throw it into chaos. Ongoing efforts like
those described in this research project must continue. The literature and research certainly offer a
plethora of additiona recommendations, however, these aforementioned recommendations summarize
what the author believes to be the most important. These certainly pertain to Libertyville Fire
Department’ s experience, athough as the literature suggests, they would certainly apply to numerous
other organizations as well. The reative importance and interplay of the varigbles will vary from
organization to organization, and the reader is cautioned that there will be no universals while seeking to

creete the adaptive organization.
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APPENDIX A - SURVEY INSTRUMENTS 37

Reaction to Change

Inventory

REACTION TO CHANGE INVENTORY

Instructions: From the list of 30 words below, circle/underline the words you most
frequently associate with change.

Adjust
Alter
Ambiguity
Anxiety
Better
Challenging
Chance

Concern
Death

Deteriorate

Different
Disruption
Exciting
Fear

Fun

Grow
Improve

Learn
Modify

New

Opportunity
Rebirth
Replace
Revise
Stress
Transfer
Transition
Uncertainty
Upheaval

Vary



REACTION TO CHANGE INVENTORY
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Reaction to Change
Scoring Sheet

Instructions: Add the values of all the words that you circled /underlined to obtain
your total score. Compare your score with the scale listed below.

Adjust
Alter
Ambiguity
Anxiety
Better
Challenging
Chance
Concern
Death

Deteriorate

SCALE
Score of

40 and above
between 20 and 30
between -10 and 10
between -20 and -30
-40 and below

(0) Different (0)
(0)  Disruption (-10)
(-10)  Exciting  (+10)
(-10) Fear (-10)
(+10)  Fun (+10)
(+10) Grow (+10)
(0)  Improve  (+10)
(-10)  Learn (+10)
(-10) Modify (0)
(-10) New (+10)
icat
Strong support for change

Moderate support for change

Opportunity
Rebirth
Replace
Revise
Stress
Transfer
Transition
Uncertainty

Upheaval

Vary

Willingness to comply with change
Moderate resistance to change

Strong resistance to change

(+10) ~
(+10)
(0) .-
(0)
(-10)
(0)
(0)
10
(-10)

(0)

(



39

Type O/Type D

Questionnaire

THE TYPE O/TYPE D QUESTIONNAIRE

Instructions: Check (V) the box that indicates your response to each of the statements.

10.

11.

12.

13.

Change is threatening.
Change is a normal and natural part of life.
Change offers opportunities and challenges.

I have an overarching purpose in my life.

Although I strive for perfection, I accept that it is

impossible.
Change makes me feel insecure and uncertain.

Whenever I am faced with change, I try to anticipate
the sources of resistance to it.
I'have no problem with tapping the special skills of

those around me.
Many changes are the result of personal vendettas.

Life is supposed to be filled with choices that produce
even more demanding challenges.
The cliché, “All comes to those who wait” describes my

philosophy about life.
Life is unpredictable, confusing and contradictory.

The discomfort of change is just part of the adjustment
process.

Strongly Strongly
Agree Disagree
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Type O/Type D

Questionnaire

Strongly Strongly
Agree < » Disagree

14. When I feel angry and frustrated I take it out on others.

15. My problem-solving mode is triggered by disruption.

16. Bureaucracies cannot really be changed.

17. Change initiatives will always be mismanaged.

18. Any attempt at change merely triggers organizational
inefficiency and ineffectiveness.

RATING

Total Score:
18 90
Type O Type D
Opportunity-Oriented Danger-oriented
INTERPRETATION

Rating of 18-35: Highly Type O; interprets the world as multifaceted and
overlapping; maintains a strong purpose or vision that helps during times of change;

has a high tolerance for ambiguity; manages many simultaneous tasks and demands

successfully; takes risks in spite of potentially negative consequences.

Rating of 36 - 53: Moderately Type O; predominately views disruptions as a natural
result of the changing world, but sometimes needs a long recovery time after adversity
or disappointment; exhibits patience, understanding, and humor when dealing with
change; fails to ask for assistance from others when it is needed.

Rating of 54 - 71:  Moderately Type D; believes there are usually lessons to be learned
from challenges, but lacks an overriding purpose and the ability to stay focused,
questions and .modifies (when necessary) _his/her own .assumptions or frames of
reference; becomes confused when faced with confusing information.

Rating of 72 - 90: Highly Type D; expects the future to be orderly and predictable
and sees major change as uncomfortable and something to avoid; feels victimized
during change and fails to break from established way of seeing/doing things.
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Appendix B - SWOT Questionnaire

Departmental SWOT Analysis — Part |

1) Wheat do you bdlieve is the misson of the Libertyville Fire Department?

2) What do you believe are the top three problems facing the Department from fulfilling this
misson?

3) What do you believe isyour role in deding with these problems?
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4) After reflecting on your vaues, gods, and style, write yourself a persona prescription indicating
specificaly what you are going to do to manage your time more effectively on the job.

1) Stop/Do Lessof .....

2) Start/Do More of.....

3) Continue to do.......

Use the back of this page or additiond pagesif you wish to express any additiond information that will
help the organization meet your professond gods.
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Departmental SWOT Analysis — Part 11

1) What do you believe are the top three strengths that the Department possesses?

2) Having discussed our wesknesses earlier, and now noting our strengths, what is your vision for
the future of the Department?

3) In May, anumber of you recommended that we “blend” PSl personne throughout our three
gations. The Chief responded that there was a possibility of “blending” after PSl received
additiond training, and after Libertyville's personnd were willing to accept PSl personngl more
as"“us’ ingead of “them”. We are now three months into the operation of Station #3 staffed by
PSI.

Do you bdieve that we should “blend” personnd to staff our Stations? Please explain.

4) Do you believe there is enough talent and training of PS personnel and that you have enough
respect for them to accept them as* us’, for blending to proceed? Please explain.
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2)

Departmental SWOT Analysis — Part 111

What do you fed are the opportunities of the Libertyville Fire Department?

Wheat do you fed are the thrests of the Libertyville Fire Department?

43



3)

4)

5)
6)

7)

8)

9)
10)

11)

12)

13)

Appendix C - SWOT Content Andlyss

Departmentd “ Strengths’ Content Analys's
Fdl 1998

Personnel
professonaism, dedication, “young”

Officers
management, leadership, direction

Equipment
Education

Reputation
public reations

Support
emotiond (1) financid (3)

Respect
Teamwork

Progressve
willingness to change & grow

Quadlity of Care

God Sharing

Member
Responses

27



1)

2)

3)

4)

5)

6)

7)

8)

9)

Departmental Weaknesses Content Analysis*
Summer 1998

Thereisalack of manpower and time to do assigned tasks.

There is a problem with persond attitude, respect, and/or morae.

Communications need to improve.

Training of personnd needs to improve.

Management needs to improve.

The Department needs to keep up with changing technologies.

The budget istoo limiting.

Palitics are affecting the Department.

Thereisaneed for more utility vehicles.

45

Member
Response

15

14

*28 Full time members responded with up to three weaknesses given per member. Appendix C -
SWOT Content Andysis



Departmenta Opportunities Content Analysis
Fall 1998
New Equipment & Technologies
Increased & Specidized Training
Public Education Programs
Promotion
Growth of Community & Need for Services, Rescue
Growth of Department, Y outh of Department
Education
Public Opinion & Support
Becoming a“Leader” in our Trade & Community
Maintaining Fire Department Traditions
Improve 1SO Rating
Personnel Eagerness, Willingness, Morde
Improved Fire Dispatch
Utilize FireHouse Software
Improve Physicd Fitness
Improve Safety
Look for New Ideas

Job Security
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Departmentd Threets Content Analys's
Fall 1998

from Outd de the Department

Lossof Village Revenue
Changesto Village Board (new faces, change in support, change in palitics)
Village - Didtrict Separation

Tax Caps

from Inside the Department

Privatization

Stahility of Occupation

PSI
Morae (work ethics, attitudes, egos)
Unionization
Downsgzing
Lack of Manpower & Training
More Speciaized Responghilities
Change (socid, traditions)
Decreasein Fire Cdls

Increase Cost of Service

More Dangerous Buildings to Fight Fires
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